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Welcome and Objectives

Summary

Examines the role of organizational culture and behaviour in shaping risk
management outcomes.

Learning objectives:

-Define safety culture and its components

- Assess organizational behaviour impacts on safety
- Promote positive safety culture initiatives

- Rhecognize barriers to a strong safety culture and strategies to overcome
them

- Evaluate tools and frameworks for measuring safety culture
- Surveys, audits, and behavioral observation techniques
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Why is it significant within the context of Ris
Management in Practice?

/Safety culture is critical in risk management because D
shapes how individuals and organizations perceive and
respond to hazards.

A strong culture promotes proactive behaviors, reducing
incidents and improving overall safety performance.
Without it, even well-designed risk controls can fail due to
\poor attitudes, communication, or leadership.
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Introduction to Safety Culture and
Organizational Behavior
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What is Safety Culture?

* A safety culture refers to the shared values, beliefs, attitudes,
and behaviors within an organization that prioritize safety as
a core element of operations.

* It’s not just about compliance with rules—it’s about creating
an environment where safety is embedded in every decision
and action.
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Core Components of a Strong Safety Culture

1. Leadership Commitment: Leaders actively demonstrate and
promote safety.

2. Employee Involvement: Everyone feels responsible for safety,
not just the safety department.

3. Open Communication: Employees can report hazards or near
misses without fear of blame.

4. Learning Orientation: The organization learns from incidents
and continuously improves.

5. Integration into Business Goals: Safety is treated as a str,
priority, not an afterthought.
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Safety Culture Pyramid

1. Base Layer — Organizational Values & Leadership
o Strong leadership commitment to safety.
o Safety integrated into core values and strategic goals.

2. Middle Layer — Systems & Processes

o Policies, procedures, and risk management systemes.
o Training programs and communication channels.
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Safety Culture Pyramid

3. Upper Layer — Behaviors & Engagement

o Employee involvement and proactive hazard reporting.
o Open communication and trust.

4. Top Layer — Outcomes

o Reduced incidents and near misses.
o Continuous improvement and learning culture.
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What is A Bad Safety Culture?

-

A bad safety culture is one where safety is not
prioritized or embedded in the organization’s
values and daily practices.
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Key Traits of a Poor Safety Culture

1. Lack of Leadership Commitment: Safety is seen as
secondary to productivity or cost-cutting.

2. Reactive Approach: Focus only on compliance or fixing
issues after accidents occur, rather than preventing them.

3. Blame Culture: Employees fear reporting hazards or
incidents because they might be punished.
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Key Traits of a Poor Safety Culture

4. Poor Communication: Safety information is unclear,
inconsistent, or not shared openly.

5. Low Employee Engagement: Workers feel safety is
“someone else’s job” and do not participate in safety
Initiatives.

6. No Continuous Improvement: Lessons from incidents are
ignored, and the same mistakes repeat.
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How to transform a Bad Safety Culture?

. Leadership commitment.

. Establish a clear vision and values.
. Improve communication.

. Engage employees.

. Training and education.

. Address barriers.

. Continuous improvement.
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Safety Culture Maturity Level

1. Safety culture evolves in stages:

organizations don’t become world-class overnight.

Each stage reflects how safety is perceived and managed:
Pathological: Safety ignored; focus on production.

Calculative: Systems exist; compliance-driven.

2.

®

o Reactive: Safety only after incidents.

O

o Proactive: Anticipating risks; employee involvement.
®

Generative: Safety fully integrated; it’'s how we do ousiness.Lm;
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Safety Culture Maturity Level

3. Goal: Move from reactive to proactive and generative by

embedding safety into values, leadership, and everyday
decisions.

4. Why it matters: Higher maturity = lower risk exposure,
better resilience, and stronger performance.
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Safety Culture Fundamentals
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The 'Hearts and Minds' Approach

ASPECT

Focus

Motivation

Methods

Outcome

TRADITIONAL
APPROACH

Compliance and rules

External enforcement

Procedures and audits

Short-term adherence

'"HEARTS AND MINDS'
APPROACH

Engagement and ownership

Intrinsic values

Dialogue, coaching, emotional
connection

Sustainable behavioral change
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Influencing Factors:
Regulatory, Social, Psychological

G Regulatory Factors \

 Compliance Requirements:
Laws, Standards

 Enforcement & Penalties:
How strict enforcement shapes organizational attitudes.

* Industry Guidelines:

\ 1ISO 45001, sector-specific regulations
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Influencing Factors:
Regulatory, Social, Psychological

G Social Factors \

* National/Regional Culture
* Peer Influence:
Norms within teams and communities.
* Public Perception:
Media coverage of accidents, societal expectations
N
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I nfl u e n Ci ng Fa cto rs : Occupational Health & Safety
Regulatory, Social, Psychological

G Psychological Factors \

* Individual Risk Perception: How people interpret hazards
* Cognitive Biases:
Normalization of deviance, optimism bias.
* Motivation and Engagement:
Role of intrinsic vs extrinsic motivators.
N
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Influencing Factors on Safety Culture
(with Examples)

1. Regulatory Factors

 Compliance Requirements: After the Seveso Directive
in Europe, chemical plants adopted stricter safety
protocols to prevent major accidents.

* Enforcement and Penalties: Regulatory bodies
imposing fines or shutdowns for non-compliance.

* Industry Guidelines: Oil & gas companies implementing
ISO 45001 to align with global best practices.
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Influencing Factors on Safety Culture
(with Examples)

2. Social Factors

* National/Regional Culture: In high power-distance
cultures, workers may hesitate to challenge unsafe

practices.

* Peer Influence: If managers or senior workers ignore
PPE, new hires often follow suit.

* Public Perception: Public Perception: Media coverage
of accidents drives societal pressure.
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Influencing Factors on Safety Culture
(with Examples)

3. Psychological Factors

* Individual Risk Perception: People underestimate risks they
are familiar with. Example: Normalizing hazardous shortcuts
because “nothing bad happened before.”

* Cognitive Biases: Optimism bias leading workers to believe
accidents won’t happen to them. Example: Drivers ignorin
seatbelt rules because they think they’re “careful enough.’

* Motivation and Engagement: Intrinsic motivation fosters
Broact_lve safety behavior. Example: Companies using
ehavior-based safety programs to reward safe actions

build positive reinforcement.

www.21Academy.education
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Organizational Behavior and Safety
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Organizational Behavior Defined

1. Organizational Behavior (OB) is a multidisciplinary field drawing
from psychology, sociology, and management.

2. It examines why people behave the way they do at work and how
these behaviors impact outcomes like productivity, morale, and—
critically—safety performance.

3. OB s not just about individuals; it includes interactions within teams
and the impact of organizational policies and culture.
4. |In safety, OB helps us understand:
* Why workers take shortcuts despite knowing risks
* How peer pressure or team norms influence PPE use
* The role of leadership in shaping a positive safety climate
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Bringing OB to Life:
Practical Scenarios and Insights

1. Behavior-Based Safety (BBS)

Purpose: Reduce workplace incidents by focusing on
observable behaviors.

How it works: Encourages safe behaviors through
observation, feedback, and positive reinforcement.

Why common: Directly addresses human factors age
behavioral causes of accidents.
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Bringing OB to Life:
Practical Scenarios and Insights

2. Human Factors Analysis and Classification System
(HFACS)

Purpose: Identify organizational and human errors that lead
to incidents.

How it works: Categorizes errors into levels (organizational
influences, unsafe supervision, preconditions for unsafe acts,

and unsafe acts).

Why common: Helps organizations understand systg
causes of accidents beyond individual mistakes.
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Bringing OB to Life:
Practical Scenarios and Insights

3. Lewin’s Change Management Model

Purpose: Manage cultural and behavioral change in safety
programs.

How it works: a) Unfreeze: Prepare employees for change
(e.g., new safety procedures). b) Change: Implement new
behaviors and practices. C) Refreeze: Reinforce and sustain

safe behaviors.

Why common: Simple and effective for introducing
safety initiatives.
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Why important to analyze OB?

4 I
It provides insights into how people interact within

an organization and how those interactions
influence pe.rformance, culture, and outcomes!

\_ %
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How to Analyze Organizational Behavior

1. Observe Workplace Interactions

Watch how employees communicate and collaborate.
2. Collect Data

Use surveys, interviews, and focus groups to understand attitudes and perceptions.
3. Review Policies and Culture

Assess how organizational rules and norms influence behavior.

4. Analyze Behavioral Patterns

Identify trends like shortcuts, PPE compliance, or reporting habits.
5. Use Tools and Metrics

Apply safety climate surveys, behavioral audits, and incident analysis.

//‘//\\

6. Interpret and Act \
Compare desired vs. actual behaviors and design interventions. /
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Leadership Styles and Their Impact

Authoritarian Leadership

Authoritarian leadership enforces strict control and top-down
decisions, leading to compliance but limiting open communication
and hazard reporting.

Transformational Leadership

Transformational leaders inspire and empower employees, fostering
proactive safety culture and continuous improvement in risk
management.

Transactional Leadership

Transactional leadership uses rewards and penalties to maintain
safety standards but may not inspire intrinsic motivation for safe
behaviors.

Leadership Impact on Safety

Leadership style shapes organizational safety attitudes, influencing
whether risk management is reactive or proactive, vital for high
reliability.




Communication
and Trust
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Open Communication Channels

Open channels facilitate timely sharing of
hazards, lessons, and best practices to prevent
incidents.

Psychological Safety

Trust fosters a safe environment where
employees share concerns without fear of
blame or retaliation.

Building Trust Strategies

Transparent decisions, consistent follow-
through, and recognizing contributions build
organizational trust.

Impact on Safety Outcomes

Strong trust and communication reg
incidents and encourage proactive L

management. >0
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Core Focus on Human Behavior

Behavioral safety targets unsafe human
actions as the primary cause of workplace
incidents over equipment failures.

Observation and Feedback

Systematic observation identifies safe and
unsafe ﬁra;tlces, while feedback reinforces
safe behaviors constructively.

Positive Reinforcement

Recognition and rewards for safe practices
strengthen desirable behaviors and embed
them in workplace culture.

Implementation Challenges and
Solutions

Address resistance and ensure suppg
feedback through training, culture i
and data-driven progress tracking. | s
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Building and Sustaining a Positive Safety Culture
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Core Strategies for Building Safety Culture

STRATGY DESCRIPTION EXAMPLE

: Visible support and
Leadership : .

: resource allocation for CEO-led safety briefings

Commitment safety

. Consistent and accessible |Standard Operating
Clear Policies safety guidelines Procedures (SOPs)
Employee Engagement through Safety suggestion
Involvement committees and feedback |programs
Continuous Regular audits and Kaizen-based safety

Improvement benchmarking reviews




Enhancing Safety Through Training and
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Motivation
ELEMENT PURPOSE EXAMPLE
Training Build knowledge and skills Scenario-based drills

Incentives

Engagement

Motivate safe behaviors

Foster ownership and trust

Recognition programs

Open safety forums
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Addressing Challenges to Sustaining Safé
Culture

BARRIER IMPACT SOLUTION
Resistance to Change ~ Delays in Change management
8 implementation |and communication
Limited safet Risk-based resource
Lack of Resources nitiatves | |allocation
Cultural Diversity Miscommunication |Localized training and

and non-compliance | multilingual materials

Erosion of safet Regular audits and refresher §
Complacency standards | | programs

www.21Academy.education
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Measuring and Improving Safety Cultur

Methods of Measurement:

* Qualitative Approaches

o Interviews, focus groups, observations, safety representatives
* Quantitative Approaches

O Surveys

o Leading vs. lagging indicators.

Key Dimensions

Leadership commitment.
Communication and trust.
Employee involvement.
Reporting and learning culture.

O O O O
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Improving Safety Culture

1. Leadership Actions
Visible commitment, safety walks, open-door policy.
2. Employee Engagement

Training, empowerment, recognition.
3. Communication

Transparent reporting, feedback loops.
4. Continuous Improvement
Benchmarking, audits, lessons learned.
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Case Study: Alcoa’s Safety Culture
Transformation

Year: 1987
CEO: Paul O’Neill

Goal: Zero injuries — safety became the top business
priority.

Sector: Industrial - Production of aluminum and
related products (bauxite mining, alumina refining,
aluminum smelting, and fabrication).
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Case Study: Alcoa’s Safety Culture
Transformation :
How Safety Culture Was Measured

Lost Workday Injury Rate (primary metric).
Serious Injury Rate.

Leading Indicators: Near-miss reporting.
Leadership visibility.

Employee engagement.

oo Y
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Case Study: Alcoa’s Safety Culture
Transformation: Key Actions Taken

1. Leadership Commitment

* CEO publicly declared zero harm.

 Managers empowered to fix hazards immediately.
2. Transparency & Learning

e Rapid incident reviews.

* Open communication across all levels.

3. Employee Empowerment
Real-time reporting systems.Safety training and recognition prog

www.21Academy.education
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Case Study: Alcoa’s Safety Culture
Transformation: Results

Injury Rate: Reduced by ~“50% in first 5 years.
Financial Impact: Net income 5x higher by 2000.
. Market capitalization up $27 billion.

Culture Shift: Safety became a core value driving
operational excellence.

pw N e
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Case Study: Alcoa’s Safety Culture
Transformation: Key Takeaways

1. Measuring safety culture reveals hidden gaps.
oYou can’t improve what you don’t measure.

oUse both lagging indicators (injury rates) and leading
indicators (near-miss reporting, leadership visibility)
to track cultural progress
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Case StUdy: Alcoa’s Safety Cultu re Occupational Health & Safety
Transformation: Key Takeaways

2. Leadership visibility and accountability are
critical.

oVisible commitment from top management is
nonnegotiable.

o Leaders must model safety behaviors, respond
quickly to hazards, and make safety a core business
priority.

www.21Academy.education
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Case StUdy: Alcoa’s Safety Cultu re Occupational Health & Safety
Transformation: Key Takeaways

3. Empower Employees
o Encourage reporting without fear of blame.

o Provide tools, training, and recognition for proactive
safety actions.

4. Transparency Builds Trust
o Share incident learnings openly.
o Communicate safety performance regularly to all |

www.21Academy.education
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Case StUdy: Alcoa’s Safety Cultu re Occupational Health & Safety
Transformation: Key Takeaways

5. Safety Culture = Business Performance
o Strong safety culture improves operational discipline.

o At Alcoa, injury rates dropped by 50%, and profitability
soared—proving safety is a strategic advantage.

Measure what matters: Safety drives success

www.21Academy.education
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What does “safety culture” mean to you?

Why is safety culture important in any industries
in particular High-Risk Industries?

Can you hame one component of a positive
safety culture?.

Who influences safety culture the most in an
organization?

www.21Academy.education
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What's the difference between safety culture
and safety climate?

How does organizational behavior affect safety
outcomes?

What role does trust play in safety culture?

Why do employees sometimes ignore safety
rules?

www.21Academy.education



10.

11.

12.
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What is a “blame culture,” and why is it harmful?

How can leaders demonstrate commitment to
safety?

What is the first step in improving safety
culture?

Can incentives improve safety behavior?




13.

14.

15.

16.
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How does communication impact safety culture?

What is the role of training in shaping safety
culture?

Why do some organizations struggle to change
their safety culture?

How can peer influence affect safety
behavior?
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17. What tools can measure safety culture?

18. What is one practical initiative to strengthen
safety culture?
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Next: Lecture 13: Risk Management
Standards & Framework

Summary: Provides an overview of international standards and
frameworks guiding risk management Practices.

Learning Objectives:

* Understanding key risk management standards
 Compare different frameworks and models

* Apply standards to organizational context




	Slide 1: Risk Management in Practice
	Slide 2: Welcome and Objectives 
	Slide 3: Why is it significant within the context of Risk Management in Practice?
	Slide 4
	Slide 5: What is Safety Culture? 
	Slide 6: Core Components of a Strong Safety Culture
	Slide 7: Safety Culture Pyramid
	Slide 8: Safety Culture Pyramid
	Slide 9: What is A Bad Safety Culture? 
	Slide 10: Key Traits of a Poor Safety Culture
	Slide 11: Key Traits of a Poor Safety Culture
	Slide 12: How to transform a Bad Safety Culture?
	Slide 13: Safety Culture Maturity Level
	Slide 14: Safety Culture Maturity Level
	Slide 15
	Slide 16: The 'Hearts and Minds' Approach
	Slide 17: Influencing Factors:  Regulatory, Social, Psychological
	Slide 18: Influencing Factors:  Regulatory, Social, Psychological
	Slide 19: Influencing Factors:  Regulatory, Social, Psychological
	Slide 20: Influencing Factors on Safety Culture      (with Examples)
	Slide 21: Influencing Factors on Safety Culture      (with Examples)
	Slide 22: Influencing Factors on Safety Culture      (with Examples)
	Slide 23
	Slide 24: Organizational Behavior Defined
	Slide 25: Bringing OB to Life:  Practical Scenarios and Insights
	Slide 26: Bringing OB to Life:  Practical Scenarios and Insights
	Slide 27: Bringing OB to Life:  Practical Scenarios and Insights
	Slide 28: Why important to analyze OB?
	Slide 29: How to Analyze Organizational Behavior
	Slide 30: Leadership Styles and Their Impact
	Slide 31: Communication and Trust
	Slide 32: Behavioral Safety Principles
	Slide 33
	Slide 34: Core Strategies for Building Safety Culture
	Slide 35: Enhancing Safety Through Training and Motivation
	Slide 36: Addressing Challenges to Sustaining Safety Culture
	Slide 37: Measuring and Improving Safety Culture 
	Slide 38: Improving Safety Culture
	Slide 39: Case Study:  Alcoa’s Safety Culture Transformation
	Slide 40: Case Study:  Alcoa’s Safety Culture Transformation :  How Safety Culture Was Measured
	Slide 41: Case Study:  Alcoa’s Safety Culture Transformation: Key Actions Taken
	Slide 42: Case Study:  Alcoa’s Safety Culture Transformation: Results
	Slide 43: Case Study:  Alcoa’s Safety Culture Transformation: Key Takeaways
	Slide 44: Case Study:  Alcoa’s Safety Culture Transformation: Key Takeaways
	Slide 45: Case Study:  Alcoa’s Safety Culture Transformation: Key Takeaways
	Slide 46: Case Study:  Alcoa’s Safety Culture Transformation: Key Takeaways
	Slide 47: What does “safety culture” mean to you?
	Slide 48: What’s the difference between safety culture and safety climate?
	Slide 49: What is a “blame culture,” and why is it harmful? 
	Slide 50: How does communication impact safety culture? 
	Slide 51: What tools can measure safety culture? 
	Slide 52: Next: Lecture 13: Risk Management Standards & Framework

